25X1

25X1

Approved &Bff?se 200%@%0-0059%0&@200@ 0014-9

Document Woo _
KO CGRANCE dm Clzoss [ 76 C ISkE
£
%

M DLCHASSIT D
N ne

AN
AT

¢ " e [ A
[ ] RELY=

2C Cebeunry 1957

BRI e

P+ pirector of Training

THMIAIATE hief, Intelligence Schaol
SURJECT: Dperationgl Managememt lominar for FE Divielnn

1., fwzayys. in Dparatimal trnagesent Seminer (Manarereni Tpeclel
¥ne §) wes presented to lh supervisers of the Fi division, 7 tw 1f Janu-
syer 1957. The two-week, 38 hour prosentation wae condneted iointly by
| | Meetings were held each mormins in the F¥
3ivision conferecs room, 2015 J building. The eourse wes riven for and
ained at gapervi . st branch and desk levels. Heither the division
chief mor dep:! Jinisn chiel participated as students, but the divislon
shief did apresr Dor s short lecture and guestion pericd the 1last day »f
‘the course. The presentation was warsly received by those participeting,
end with sore cunlifications expressed below, we consider the offering
s success.

2. Uourse Inception and Course Objectives. This presentatlon was
s Airect outprowith of the two presentations Tor the °F division in May
and June, 195G. In July, several mevers of Branch IT of FE inouired of
the FE Division Trzining “fficer as ic the poesibility of gz sipilar
course for their 'ranch only. After digoussing the matter with the FX
Training 0fficer, we indicated our preference for a division-wide eourse.
e were lster contacted several tires concerning possible approaches
and possible dates, and on 3 Sotober, & foreal request simed by the F§E
iwmentive Nfficer {or the divieion chief wss received. !t this point
the rroposal beceare Mlost in channal g*—pertially due to the reqssisnment
of both the Yxecutive and the sardnistrative Officer--a these best left
unreported. In Vovember, st the request of the icting rdministrative
fficer, we rrepared s prospectus for the briefing of the Chief, FE
{which 1t ayresrs was never séen by him), but it was not arttl 21 Decesber

+hpt Wwe ware abis to arrange o neeting with A1fver being 25X1
asgured of his assent, we apreed (contrary £6 our TUmunced preference)

to a presentriion nt which neither he nor the deputy division cshief would

be present, In a weellny with the new administrative officer on 2t December.,

2 presentstion to begin 7 Jamary was agreed to., This rave us £ working

Jaya in which to preyare the course, all of which i planned

40 toke as anmal lesve. Part of ris leave was forfeited, and during this 25X1
tize se many interviews as possible were arranged with menbers of the

FIodivislion.

i the short time rersining, it proved impessible either try Tully
study the division, or o Letepmine the naeds or desives of elther the
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division staff or of the participents. However, the shzrprigss of intent
on the part of the sponsoring division, elearly expressed in other
special presentsiions, was lacking, and neither at this tlme, nor at any
time during the previous six months of neyatistions did any perber nf
the FE division mrovide a clear expression of what the objectives nf the
soures should bee 7The gourse as finally presented combined the results
af e experientes wilh the 55 presentations, some recommandstions by
forwer FE participants in the Basic Hanagement course, and sur own best
Judpmenian the course prosressed, of vhat was pertinent snd sppropriate.
The 1nck of 2 clear mutuzl understanding as to the objectives of the
course prisr to its cormencerent plagned us, to sone extent, throughout
the presantation.

3. Attendsnce, Courss Content, R ¢. The class as [inally
constituted conaisted of the Chief of the FL staff; the Deputy Admin- 25X1
istrative ":fflicer; the I'L personnel snd budget officers: one branch
chief: two depuily branch chiefs; and seven other superviscores in grades
12=14,, 4 of whom were from |:| The axeeutive officer, who had
oririnally enrolled in the course at our urging, attended only »ne day.

(A izt of studente {s attached s Annex #.)

Jespile the interviews, we had expected to find a closely imit
Fronp comparahle o that fruand in our other special presentations, but,
surprisingly 15 us, some of the partieipants, several of whap had just
raturned to Headounrters, were strangers to one another, and sore seened
nt entirely aware of the functioning of the division or the DI/P.
Sfeveral participsnts had met the divislon chisf only the week before and
were not familiar with some of his ideas. Thus, the presentation had
unantisipated by-products——the introduction of members of ths division
to each ather and the dissesination of same of the ideas of the division
chiel' z-neerning his oblectives for the division.

The ~blective of the program, as presented to the group on the
onening day, was pimply thet of providing thoee attending with time away
Trom their jobs to think about the nature of their management and super—
visory respmsaibilities, and a place to anolyse and discuss manaremsent
protless peculisr ¢ the /P and the FF division. The individusl pre-
sentetions anproxirated those piven in the special presentablions for the
T8 divieions However, one new case was developed and several lectures
were added: al the request »° the class,| he the Manage-
ment Ftaff outlined to the group the functions of the Management Staff 25X1
and discussed with them ransgerent problems in the Agency 28 he saw
ther: Mp. Lyman Kirkpatrick appeared as a pert of the reulsar presenta—
tion; and [ lappesred for a short lecture and guestion period
which war cut short by the existence of a previous sprointment. (A
copy af the arlentatinn netes and a 1list of lectures and dlscussions are
sttached heroto as Annex B and 3, )

Jesplte the ariginal leock of definition in the requirements placed
upon ug, the particiranis apesared to belleve the mterial pragented of
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value to them anG the majority of the participants appearsd 1o be intere

ested throughout the two-week program. A few of the mive favorable
corments taken from the critiques (attached as innex 1} ars ae Follows:

A well nplanned and skillfully executed course.”

Ysee a congiderable poose toward deinr some thines now which I
bave been puttines off."

Yesn the oourse was stimulating and effective in making me look
7t and evalunte ny job.®

"he course will have o lasting effect on v jiob PerinTHalCee s
It heg inereased considerably ry perspective on niy ranagement problems,”

"Have already implenented several things I've learned,™

"An excellent course .... I feel this course could be adapted
and presented advantageously to our semior supervisors,'

"This brief exposure has whetted my interest. Tt has brought into
focus for me some of my own shorteomings and I hope will spur me on tu
be a better manaper, "

That the students indeed thought the course of value is confirmed
by expressions of interest in further training by 13 of the 14 participents,
and by & just-received request from FE for a second seminar.,

In contrast to the favorable responses, there were, of course, a
mber of muppestions regarding the euphasis, or lack of emphasis, placed
on certain toples, As was to be expected, a few sessions were not well
received. There were also comments to the effect that some of the
material wag pitched to too high a level, or was not directly applicable
to the problems of the small units in the FE divieion with which these
supervisors were concerned, for example:

Tore pinpointed case problems by {of) seminar mazabers.u"‘{?;re
neaded

"I should like problems and discussions to be more clorely related
Lo Ha. and field problems, e.p., when we discuss z problen it should net
be what the Oonsul Ueneral mirht do to correet a situstion but whzt a
chief of gtation should do in a CIA situation. Tno many ewnples were
from business corporations and the Department of State rather than from
{:Iﬁ"ﬂ'

“"Less on larre orsanization——let us resd that but discuss Iscture
on & lesr grand meale than agency-wide,"

The quoted criticisms, slthoush made by only a few of the par-
ticipante, are worthy of comment. As the course rrogressed, our
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presentations &id not provoke discussions as lively, or candid, or as
individually thousghtful as in other Special Manapement presentations.
Typleally, the group discussed topics and cases in the abstract, and
particularly during the fivel six or eight days displeyed s marked
reluctance to attempt to anply doctrine to, or to ideniify any problems
with, their own components or the FE division as a whole. Strong self-
identification was evidenced only in defense of divisional cedures.
These attitudes were not entirely dispelled untill presenta-
tion on the last day.

In remronse, we underplayed the seeningly-unpopular direct dis-
cusaion of the participants! problems and attempted instead to accomplish
the same purpose indirectly by the introduction of parallel material-- '
cases, lecture notes, and guest presentations pertaining to problems and
procedures in other srganizations, In the Apency us s whole, or in
gpecific Apency components. The reaction to one gsuest presentation is
illustrative-—the class spent mach o»f the period explaining to our guest
why the procedures In his office simply ocould not work in FE., Thus, in
a backwsrd way, we partially scecomplished sur purpose—-but at some cost
to the total program,

he Lonelusion Post-Mortem. e undertnok this presentation

with some reluctance, and encountered some difficulties. We agreed to
pregent the course without an adequate staf! | as Acting
School Chief)} at & time when the G5 12-14 Paslc Supervision course was
in progresst and we proceeded witheut a sufficiently clear knowledpe of
whn the participants would be or what type of coverage was really
needed. Ve attempted to work through the established FE chamnels, which
in this case proved to be unworkable. Pinally, we proceedsd with nnly
en expression of encotrarement and interest from the chief rather than
with his active support and attendance (which we had inm ORF and 081},
and withnut the Interest and sttemdance of the division senisr operating
and adminisirative staffs (vhich added so rmich in the SR division pre-
sentation}. Yet there had been a request by a mumber »f supervisors for
sope training and the fact that ther could neither elearly identify
thelr own needs nor secure strong administrative and top-level support
only made the need fur this presentation rore obvious,

Despite the diificuliles and deficiencies, thie presentation may
have been the most valuable single contribution this steff has made t-
the Arency to date. In an organization which is the Agency's larpesti,
which is faced with some of the Agency's most difficult problems, and
which has not been managerment conscious, we were able to introduce
some naw ldeas, to stimulate thinking by the supervisors about thelr
problems, ts provide snswers to a few of these problems, and to whet
their appetiles for further management and supervisory {raining. Most
of the participents appeared t» have enjoyed the experience, they have
stated they have benefited from it, and all save one appeared to be
interested in additisnel trainins. VYWe could do no rore.

Sttachmenta
fmex £, 3,0,0 Lructor, Tasic Honopement
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